Approved For Releaee 2001/09/04 : CIA-RDP83-01004R0004Q0060006-2

Review and Comments on Portions
of the Narrative Conclusions and Recommendations
Centained in the IG Survey of the Office of Persommel .
that Relate to Plans and Control/OP
Functions and Activities

1. eference:  Office of Pero$nnel
(1G Report Swmary - Page 1, para 1)

"The Office of Personncl is one of the Agency's largest
organizations though only about two-thirds of its
carcerists work ine the central office itself."

Conment

the Office of Persomnel ranks sixth in size out of the eight
Offices within the DDA and fifth arong the ten Sub-Career Services of
the DDA Career Service. Within the 56 Office-level components of the
total Agency, the Office of Personnel is 21st in size.

2. eference: Files on Qurrent and Former Eunloyees
(Tab A - page A-11, para 19)

"Soft component files on these pecple could be borrowed.

Such files can contain important information not dupli-
. oy e A - o~ L .

cated in official folders." And:

"The Personnel specialist could detennine whether
vnauthorized material is present and whether additional
decuments in "soft" files should be included in

official felders." | .

. Compent,

The Office of Personnel is responsible for the control and
maintenance of Agency Official Perseonnel Tolders (OPF's) and the
inclusion of documentation as prescribed by current Agency policy.

"Soft" files on the other hand ave instituted at the discretion of
conponent and Carcer Service manigers. The documentary content varies
with the decisions of these managers (consistent, of course, with the
provisions of Public Taw, Executive Orders, and Agency records policies),
The content and arrangement for emplovee reviews of such coft files

is a vesponsibility more appropriately addressed to the component and
Carcer Service officials concerned. :
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3, Reflerence; Recommendation No, 1
- (Tab A - page A-12) .

tRecomnendation No, 1. That the Office of Personnel
implement a means by which the condition of active

" Official Personnel Folders can be assessed in terms
of the presence of misfiled or unauthorized documents
and the abscnce of documents that should be included.
If widespread serious. inadequacics are found to exist,
review and correction of all active folders should be
undertaken., "

Comnent
The Office of Persomnel has long had procedures for contimuous

sampling of. the Official Personnel Folders to identify the prescace ot

misfiled or unauthorized documents. On the basis of the statements and

recommendation of the Inspector General, we will develop and institute

appropriate special additional surveys to cxpand the sampling to deter-

mine the presence (and extent) of misfiled or wauthorized documents

and the absence of documents that should be included. The Office of

Personnel Central File Room receives and files some 112,000 dociments

in an avevage ycar. Under improved procedures instituted in Macch 1975

and the addition of two part-time employees in January 1976, filing

backlogs were eliminated. All docunents received in a current woek

arc filed in the OPF prior to the end of the following week.

4. Reference:  Agency Personmel Actions :
(Tab B - page B-5, para 9) .. -

"However, Chief, TRB faces a rather continual problem
of monitoring errors." ‘ .

Comment

Chicf, 'IRB was referring to a recent pattern of inaccuracies
in researching data required in the preparation of transcripts within
her Branch and a relatively high pattern of crrors in the Personnel
Actions prepared and submitted by Agency components to TRB for inputting
to the computer. Actions to remedy these problem areas cited by the
Inspectors had been initiated prior to the IG interview. Specifically,
a reassignment of an employce was cffected with the replacement officer
correcting the "transcript" problem and a reduction in errors in gcfna_:n;-
initiated personnel cctions is being realized by conducting retraining
sessions for the responsible individuals concerned,

5. Reference: Agency Personnel Actions
(Tab B - page B-6, para 10)
) *
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"The TRB Stafl consists almost cntirely of low-praded
clerks, some of whom are cast- oft% from other offices,’

Comnent::

' We belicve that the IG's reference to somz TRB ¢lerks being
"cast offs" from other offices relates to the practice in TRB to numacr
its limited permancnt personnel staff by ntiliziag personnel Crom othed
components of the Agency who are temporarily detailed to the Oifice of
Personnel while dﬂdltlng further assignment,

6. Rcference: Biographic Profiles and Qualification Files
(Tab B - pages B-7 through B-10, paris 12
through 19)

Fommcnt

In general, we are in agrecment with the observaticns of the
IG team in reference to the utilization and status of the Iiographic
Profile ond Qualifications TFile Sections of QAB, ‘here are, hostver,
two inaccuracies concerning the Qualifications Files, Onc states, "The
file i1s maintained in accordance with criteria established by the CiyU
Service Commission,'" (Para 16 page B-9 and para 18 page 3,10) ite
statement is incorrect. The Qualifications System was not developed <
meet CSC.criteria, but exclusively to meet Agency needs, curiont aonl
future.  ‘the SQCODd inaccuracy concerns PlOJQCL CL\QUAL an<d states,
"This program is a subsidiary of PERSIGN II." (Para 19 pazc B-10)
CERQUAL will dnterface with PERSIGN IT but is not a part of it, rad o
request to OJCS for the CPNQUAL program specifically indicated U it 1ts
completion was in no way to delay or romove resources required to
conpicte PERSIGN II.

N In June 1975 a Ueadquarters Notice was published calling -
attention to the Agency Persomnel Qualifications Records Systom, =nd i-
has brought more requests for its application. It is planned to ve-
issue the publication in Junc of 1976,

7. Reforence:  Recommendation No, 3
(Tab B - Page B-16)

"Recommendation No. 3, That the Director of Pci:ronncd,

working with the Director of 0JCS, review the prioritics for
P]RBJGQ 11 in teyms of manpower assigned anct the physicnl
arrangeaents allottcd to staffs,"

(o“mont

We concur with this recommendation, The DDA has recently
cstablished a MAPS Review Committee,'" made up of represcat.itives irom
cach of the primsry user offices, who are meeting to veatfirm the yela:
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prioritics of all of the MAPS rclated projects to assure adequate QJCS
manpower coyerage on first priority tasks, The nuaber of OJCS Hersonne
reported as M"assigned” to PERSTGN tended to create impressions of iille
coverage than was in fact the case, Other prioritics imposed oi OJCS
continuously tended to drain manpower rescurces from PERSTGN and other
rclated MAPS projects, Maintenance of PERSIGN I, the RCA 501 system
and the PERCON program, the cnlargement of the data base fo paunit
interface of PERSIGN with CENBAD, CTNCO, the PAYROLL system, ete, all
have contributed to the staffing problems, The physical work spoce of
the OP staff (i.c., ADRS) analysts had been very poor in the ileadyuarte
lecation but is much improved in their new location with 0JCS in Pave
Building but still Jeaves something to be desirved in terms of "yuiet"
arcas necessary to further design of specifications for the PERSION TI
systemn, ' '

8. Reference:  Recommendation No, 4
(Tab B - page B-16)

"Recomnendation No. 4. That the Director of Persounel.
working with other Offices cencerned with the MAPS program,
review the eloments of PERSICGN IT and assign subsidiary
prioritics to those which do not represent key elements of
personnel data urgently needed {or manacerial decisions ov
for provisions of personnel services,"

’
).

Commcnt:

regulations have changed over the many yecars this project has bzen on

the books, Basically, the clements in PERSIGN II are .thosc sppedrirg

on the Notification of Persomnel Action which conform with Civil Ceivic

standards and Payroll system requirements plus a certain suount of
Fitness Report and overseus service data for CIARDS. Some items poculi
to the "Agency were added, such as PRA, development complement and stb-
category data but these are necessary to scrvice reporting rocuitemats

levied on the Director of Persomnel hy Agency regulation to sipport
lleads of Carcer Services or operating components, Questiconnaires were
sent to all users of reports sceveral years ago requesting sugpestions f
changes and additions. Some of the suggested additions were included
in the design of PERSIGN II but most were rejected as being teo
specialized or inapplicable to the Agency as a whole; for exarple, i
problems of wife or children, projected rotational assignments or trair:
special work related skills, efc, It has always been envisioned that
PERSIGN IT would provide the basic personnel data for subsidisry «ysten:
which could be tailored to meet individual Gifice and Carecr Service
specialized requircments,

This is a valid recommendaticn, Priorities, eoupbascs ird
S5 [

ey
py

4
Approved For Release 2001/09/04 : CIA-RDP83-01004R000100060006-2



Approved For Releage 2001/09/04 : CIA-RDP83-01004R0004Q8060006-2

9, Reference: Recommendation No, 5

(Tab B ~ page B-106)
"Recommendation No. 5. That the Dircctor of Personnel request
that the Director, QJCS obtain his concurrcence before under-
taking personnel-related jobs for other organizations that
arc likely to impact unfavorably on carly completion of
PERSICGN T7.,"

Comnent:

We concur, There is a mutual understanding that OJCS will not
undertake persormel-related projects without the spproval of the Director
of Personnel but this point should be reamphasized because pressure is
building up again for individual manning tables for all of the offices
in the DNO. Many of the Agency's component managers .are not fuily
appreciative of the current state of development of the MAPS svstoms
and the limited resources that 0JCS has available to bring up the primary
project (PERSIGN 11). Diversion of 0JCS vescurces immediately creates
slippage in progress toward completion of PERSIGN IT,

10.  Reference: IG Narrative Statements Regarding the APP
(Tab B - page B-21, para 37)

.'Nevertheless, there is still much misunderstanding of what
AP is all about and the publicity given it has becn
inadequate to the need, Moreover, the Office of Personna:l
has contributed to poor acceptance of the yeport through
inadequacies in its carly presentations of the plan to
scnior management, with excessively complicated preparation
guidelines, belated modifications of instructions and fuil-
ures to provide adequate briefing to.the middle and lower-

.+ level line managers who must fill.in the forms. M .
. Comment :

We agree that there is a nced for a broader and deeper under-
standing of the APP and its place in the "new approaches” to Agency’
persomnel management as instituted by Mr. Colby in TY 1973, Mr. Colby
launched the APP at the Management Committee level and clearly hoped for
active support and utilization of the APP as a meaningful personnel manspe-
ment mechanism, Not all scnior menagers have shared Mr, Colby's enthusioem
for the APP but nonctheless complied with the reporting rcequivrements. By
and large, the Divectorate APP's have been prepared by Aduinistrative anid
Personnel Officers assigned to the operating components (i.e., not the
line managers). Most complaints relative to the APP pertain to the
administrative burden associated with preparation of the reports, In
advance of sending out the final FY 1976 APP formats, all Administiritive

, 5
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and Personncl Officers {those who actually fill out the report) were
invited to a scheduled briefing at lleadquarters Building where three
Lours weie allotted to discuss, review the entire fommat and be instvactod
on completion of the APP, At that meeting all attendees were advised
that members of the OP Review Staff would be available to mcet with
Carcer.Service or Subgroup persomnel separately to further explain the
philosophy and techniques of the APP, TIn 1ight of some camplaints of
dircctions being insufflicient in Y 1975, the instructions for the IY
1976 APP were spelled out in greater detail than in prior years. Sub-
sequently only the DDI and DDA Carcer Scrvices vequested meetings of
their representatives with the OP Review Staff for further discussion
and guidance. '

The Review Staff is presently working with representatives at
the Directorate level in an effort to modify the substantive centent,
siuplify the format of the APP for the coming Fiscal Year, and improve
the instructions on the use and preparation of the reports.

11, Reference: IG Narrative Statements Regarding the APY
(Tob B - page B-22, para 39)

e found the detailed analysis done on the current APP
for the Director unnccessarily prolix and complicated.”

- Comment :
The analysis referred to was developed by the Review Staff at
the request of the DCI for his use in discussions with the Deputy

Directors.

12, Reference: 1G Narrative Statements Regarding the APP
(Tab B - page B-22, para 39)

~ v . -
+ "Morcover, we percelve a view of line management, in our
- discussions with Chief, Review Staff, that is not con-

ducive to solving the commumication problem--namely, hey

view that line managers are unnccessarily sloppy, lack togic,

and indifference, a2ll of which works against the program’s

success.

- Conent ;

Apparently the Investigator misunderstood the Chief, Review
Stafi's comnents, The individuals referrad to were not the line sanigers
Lut the staff personnel (in some cases clerical level) who prepared ihu
data on the APP submissions, A review of the APP's as initially subiad ted
rev- aled an extensive 1ruher of obvious errors and omissions that required
correction by the Review Sraff prior to their submission to the DCI,

6
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13, Reference: IG Narrative Statements Regarding the AP
(Tab B - page B-22, para 39) .

"We think a more positive approzch to the communicaticons
problems would come from a recognition that line nanagers
) ave olten overworked and besct with a plethora of cur-
rent deadlines, They are best prepared for innovation
if it is made quite clear how it will help make their
~activity become more effective (and casier to mancoe)},!

Comment :

The Report expressed concern for the line manager being 1vduly
involved in complicated and detailed OP oriented projects that he or she
could not identify as being relevant to their situation, 7is winld
indeed be a concern if that were intended to be a part of AP, ihe APP
hoiwever, is not designed to function that way. At best the liae marine
will have physical input to only one-third of the report, granted that
input should be based on analysis of the other two thirds, but the
statistical work for that analysis should already have heen doie. In
fact much if not all of the analysis should have been done. It is cven
probable that '"line managers," manragers below the Office and Division
Head level, will have no input to the APP at all. The inpot sxld be
done by the senior personnel and adninistrative officer with the « lose
direction, complete knowledge and approval of the Office or Dirision
Head at those levels and the Deputy Directors kaowledge and approval at
that level. :

The goals and directions set forth in the APP are Of ‘ice and
Division goals and divections and are approved .or amended as hey suopoy
or conflict with Career Service gozls and directions, The APP is ot
intended to be a working document that would help the linc ran-ger solve
his™ daily working problems, It is not designed to sclve any vy by day
problems except as they relate to the broad picture of perscinci minige
went,  The APP is a yearly planning paper which, if followed, : ssares
adequate and preperly distributed headroom for promotion; a weil plamce
mix of clerical, technical and professional eimployces; comtinuesd and pre
usc of rotational assignments; a minimum nuwrber of PRAs; cdoqui te traini
ctc.

Granted there are com:unication problems associatcd vith ¢
APP, however, we {ecel the most serious problems are not betveer. @ ine
managers @nd the Office of Persomel, The lines of commursication ihot
need strengthening are as follows:

he

OP with Dbs,

OP with Subgroup and Division [leads,

OP with scnior Persomnel Officers in Subgroups,
Divisions and Career Services. '
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PDs with Subproup and Division leads,
DNs with Carvcer Scrvice Chiefs of Personncl and
Admin Officers, .
Subgroup and Division Heads with their senior Persomnel
- and Admin Officers,
. Subgroup and Division Heads with the line minagers.

The IG Report is obviously correct in stating that the APP
and to a lesser degree the PDP have not been fully accepted “in the Sgen
In discussing these topics with Agency personmel members of the Roview
Staff find three major causes for the commlaints:

a, Misunderstanding the report by thinking it is only
for the purposes of the Office of Persomel,

b. Understanding the intent and purposes of ihe report
' but failing to get Office and Carcer Service input
or interest in tlie reperts.

¢, Receiving no feedback below the Deputy Director lev
regarding submissions,

The reports do create many aggrevations among those who propare them,
‘the aggrevations vary from office to office but one central theme is th
complexity of the APP, We apree with.the IG investigaters that the
APP is not as complicated as many make it out to be. We have {ound thz
many of the problems are caused directly by failure to rclate daia on
one page to the substance of another and failure to copy namboers correc
However, the FY 77 APP is being restructured to reduce the reporting
requirenents, ‘

We fully agree that continued commmication cn the purpose
of- the APP and PDP is needed - with the hope that the repetitive nppros
will bring about the sccond step which makes communication - the party
of the second part listens, comprehends and acts, As an cxample, the

[

puidances for the APP cvery year have suggested that the Carecr Service

malyze their own APPs for purposes of Subgroup comprehension aund feedt
The Review Staff has even prepared the Subgroup comparative charis for
the Directorates. To our knowledge nothing was cver done with the mate
{except in the DI in ¥Y 76) cven, insofar as we could ascertiin, to tl
Deputy Director not sending the Agency report to his own scnior porsons
mANagers, ’ :

It is pertinent in this reply to the IG investigators. (o not
the APP analysis on an Agency-wide basis had lead to a mumber ol persor
management improvements, or attempts to improve, but unfortumately witl
attribution to APP data bLase - perhaps another lack of comawmication ir
that the action officers don't relate the two activities or sobts of fac

8
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14, Reference: Customer Perceptions of Agency Personncl
: Policy Development
(Tab I - page 11-1, para 2) :

Minitiatives in personnel management are often taken in
CIA by people other than the Director of Pevsonnel., An
outstanding example are those inspired by the then DCI
that lecd, through recommendations of a Personnel Advisory

Study Gzoup (PASC) report, to an effort still undervay
called '"New Approaches to Personnel Management,'

’F@.wLnt

The Personnel Approaches Study Croup (PASG) was the result of
a suggestion made by the Diréqtor of Personnel o prevent a fragmented
apploﬂch to changing -the persennel management system in the Agency,
The Office of Pers onnc] wds already involved in a low-key study to make
some neceded changes.  'The batk1ng of top managcaent, especially Mr. Colby,
resulted in a much morc compre 1ou51ve reve mplng ihan would huve heen
possible otherwise,

During 1ate 10]2 and early 1973 the Office of Tersonnel was

actively involved in te viewing current pevsonnel management policies
and procedures in the Agency, . Staff proposals were written on fiiness
reports, ‘cinployee mobility, exccutive development, counseling, otc,
Mr, Colby, thien FExccutive Divector- Lomptrollcr was sounded out on some
of these proposals and was most encouraging in his support. He made it
clecar that he had a personal interest in persomnel management and would
he receptive to other proposals on nceded changes.,

About the same time, others were taking a look at some of the
same problems and submitting IOpOTtS to Lhe DJroctor'

~ > M

: MAG, ""Carcer Services: Need for Change' (7 May 73)

. 165, "Apency Career Services'" (Anr 73) '
U"Personnel Management in CIA™ (13 Mar 3)

On 1 June 1973 the CIA Management Committec met and spent almost the ent:.rc
meeting discussing persomel management issues raised by thesce papers.

The Director of Persomnel adviscd the Committee that the poinis ruised
should not be considered independently of other aspects of personnel
manapement and that he should be allowed to develop an integrated apprcach.
The Committee agreed and dirvected the Divector of Personnel to set up a
study group to make specific ro¢0410nd1tlons on changes in the personnel
mapagenent system,

Lach Deputy Dirveotor appointed a vepresentative to th: study

~group and it became known as the Personnel Approaches Study Group (PASG).

The Office of Per‘onne]/Pldns Staff plOVld(d the staff support for the
PASG Report and has continued to work with the Divectorates in implosent g
the new approaches. '
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15, Reference:  Customer Perceptions of Agency Perscnncl Policy
Develepment .
(tab Il - page H-4, para 7) .

A(The Careers Comnittec will meet periodically) . , . to
assign study projects. The first such are directed at

) realizing the PASG objective of more inter-Directorate
‘transfers as well as providing better job counselling. and
career guidance,! :

- Comient :

The Carcers Committee was established for the primary prpose of
sceryving as a mechanism to facilitate the exchange of information arong
Carcer Services, Carcer Service Heads ware not givea to understand that
the Commiftee would be working on career patterns that would involve
inter-Directorate persomel movements, It can be said that the Commititce
intcnds to promote preater willingness ‘among Agency managers to consider
and recognize the transferrvability of skills between more occupational -
~groups than is the case at the moment. The Committee through this

approach of studying and analyzing the facts of movements of perscrmel
between occupational groiips expects to broaden the carcer prospects fer
those able employees cought by lack of growth opportunity in their own
component, Ievelepmental Profiles preparved as part of a PDP requiremcnt
scrve as reference and point of discussion in searching out and addressing
various carcer management issues. Likewise, the role and vesponsil:ilitics
of Agency carcer counsclors will be an avea of focus for the Comiitec,
No doubt one of the unannounced objectives of the Committee is to do
what it can to minimize the bias which currently impedes intra-Agency
persomel movements of talented and valuable cmployces,
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